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OFFICE OF THE SECRETARY OF DEFENSE
WASHINGTON 25, D.C.

August 2, 1957

MEMORANDUM FOR THE DEPUTY ASSISTANT SECRETARY OF
DEFENSE (R&E)

SUBJECT: Survey of the Armed Services Technical Information
Agency

A management survey of the Armed Services Technical Informa -
tion Agency has been completed by the Ad Hoc Management Survey
Group established by your office. The Report and Recommendations
of the survey group are attached.

During the period in which the survey was being conducted, the
group made on-the-~-spot inspections of ASTIA operations at Dayton,
Ohio and at the Library of Congress in Washington, D, C. Discus-
sions were also had with personnel responsible for ASTIA matters at
each command level of the Air Force, including the Air Research and
Development Command at Baltimore, Maryland, and Headquarters,
U. S. Air Force in Washington, as well as with appropriate personnel
in Army, Navy and the Office of the Secretary of Defense.

All concerned agreed that a number of major problems were plagu-
ing the ASTIA operation and needed immediate attention and resolution.
The survey group, in the attached report, has addressed itself to these
problems and recommends a course of action which, if adopted, should
make the ASTIA operation more effective and for the first time place
the agency in a position to render the much needed and valuable service
to the Defense Research and Development Community which was origin-
ally conceived by its founders.

The survey group has discussed its findings and recommendations
with all of the individuals in the Department of Defense with whom dis-
cussions were held during the fact-finding phase, as well as with many
others who are in management positions in Defense activities that exer~
cise some control over ASTIA resources and operations. Except fora
few individual reservations on specific points, all agree that the recom-
mendations and solutions provided in the group's report are appropriate



and desirable. The survey group is also pleased to report that several
actions have already been initiated by the Department of the Air Force
which, when completed, will implement some of the recommmendations

contained in this report.

As the group leader, I wish to take this opportunity to personally
express my appreciation and thanks to each member of the survey group
and to each individual whom the group called on during its survey for
their fine cooperation and assistance.

Unless you require further assistance, the Ad Hoc Management
Survey Group established to conduct the study of, and make a report
on the operations of the Armed Services Technical Information Agency
will be dissolved upon the acceptance of this report by your office.

Clondiir ] Brcser)

Charles V. Brewer
Assgistant for
Administrative Management
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INTRODUCTION

General

This study was made at the request of the Office of the Assist-
ant Secretary of Defense (Research and Development) as a result of a
recommendation made by the ASTIA Policy Council. It was proposed
at the Fourteenth Meeting of the ASTIA Policy Council, January 11, 1957,
that an Ad Hoc Committee, or survey group, be formed to undertake a
management survey concerning the efficiency of ASTIA's internal
operations. In February 1957, a Department of Defense management
survey group was formed with Mr, Charles V. Brewer, Office of the
Secretary of Defense, as group leader, and the following representatives
of the three military departments: Mr. John C. Davison, Air Force;
Mr. Robert A. Garlock, Navy; and Mr, Claud C. Ham, Army,
Mr, John H. Arthur, Office of the Assistant Secretary of Defense (Re-
search and Development), was designated as an advisory member of
the group.

The survey group was requested to prepare a report for the
Office of the Assistant Secretary of Defense (Research and Develop-
ment), now (Research and Engineering). The report was to be com-
pleted at the earliest practicabie date and made available to each of the

military departments.
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Purpose and Scope

The purpose of the management survey was to provide informa-
tion to the Office of the Assistant Secretary of Defense (Research and
Development), now (Research and Engineering), regarding the operation
of ASTIA and to recommend actions necessary to improve the efficien-
cy and effectiveness of ASTIA's operations.

The survey covered (a) organization, (b) location, (c) ASTIA's
relationships with its contributors, the Air Force command structure,
the three military departments and the ASTIA Policy Council, (d) utili-
zation of and requirement for resources, and (e) systems and proce-
dures. External considerations of user requirements and user satis-

faction were beyond the scope of this survey,

Method

The survey group held extensive fact-finding discussions in
Dayton, Ohio, with the top management and supervisory personnel of
ASTIA. Examinations and observations were made of actual work
processes. Statements of duties of military and civilian personnel,
staff studies, workload data, flow charts, functional statements, ad-
ministrative issuances, publications, SOP's and reports were studied.

In a series of subsequent on-the-spot visits, discussions were
held with representatives of the Air Research and Development Com-

mand of the Air Force, various offices in the Office of the Secretary

on



of Defense, and with representatives of the Army, Navy, Air Force,
Department of Commerce ana vipbrary of Congress,

And also, before writing this report, the survey group dis-
cussed and explained its findings and tentative recommendations with

these same officials.

Recommendations

A summary of all recommendations is included as Section IX
of this report (pagesl08 to lll) for convenient reference as well as

being stated in each section, as appropriate,

Acknowledgement

The survey group desires to take this opportunity to express its
appreciation to all individuals in the Department of Defense, the Library
of Congress and the Department of Commerce for the excellent coop-
eration and assistance extended to it duriﬁg the course of this survey.
Without the fine efforts and cooperation of those personnel, the survey

group would not have been able to achieve its mission successfully,



SECTION I

BACKGROUND

The Beginning

The Armed Services Technical Information Agency was initially
established by a Secretary of Defense Directive and accompanying
memorandum dated May 14, 1951. "The decision to launch this under -
taking was based upon recognition of the fact that the end product of all
Department of Defense sponsored research and development -- i, e.,
the recorded conclusions -- costing vast sums of money and irreplace-
able scientific effort, must be assembled, organized, preserved, and
made available for future reference by those concerned with exploring
and guarding the scientific frontiers of the Nation, "

The ASTIA mission, as originally stated, was to operate 'as a
joint project under the policy direction of the Research and Develop-
ment Board and the management control of the Department of the Air
Force, with the responsibility of providing an integrated program of
scientific and technical report services for the Department of Defense
and its contractors'',

Although elements of its mission were to be found in hundreds
of independently operated libraries and technical information organiza-
tions sponsored directly or indirectly by the three military departments,

ASTIA initially undertook the task of unifying the efforts of the principal



ones, i.e., the Office of Naval Research sponsored Navy Research
Section (NRS) at the Library of Congress and the Air Force operated
Central Air Documents Office (CADO) at Dayton, Ohio, Guided by an
unprecedented, but fully approved, Plan of Operations, the Agency at-
tempted to meet the overwhelming demands placed upon it during a period
when the military research and development program was barely in low
gear., Faced with stringent military security requirements and compli-
cated administrative problems affecting the availability of resources,

the Agency accomplished the functional integration of NRS and CADO
without making a physical consolidation of the two organizational elements.
It accepted the combined workload of both organizations without being

able to realistically predict the ultimate requirement,

Growth of ASTIA

ASTIA began filling the requirements for a Department of Defense
technical information center., ASTIA's services were tailored to fit the
individual need, which ranged from supplying a document full size or in
micro-card form, or a catalog card to providing an announcement ser-
vice or the searching for and acquisitioning a missing document or the
searching and furnishing a report bibliography.

From FY 1953 through FY 1956 the demand for services increased

162%. Requests for services have been increasing over 30% per year

for the past several years. Stored documents occupy more than 10,000
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square feet of floor space and represent a collection of more than two
million document copies. About 34, 000 reportsﬂ are cataloged and added
to this collection each year. The number of titles selected for announce-
ment in FY 1956 was 20% greater than for FY 1953, This has required
more editing, printing and collating. The micro-card program which
was just getting started in FY 1953 showed an increase of 830% in titles
micro-carded and a 3000% increase in total micro-cards produced. The
reproduction of catalog cards increased approximately 200%, or at an
annual rate of from 8,000,000 to 23,000,000, The catalog distribution
increased from 3,500,000 to over 22,000,000, Also, the number of
pieces of outgoing mail nearly doubled. Approximavely 600,000 pieces
of mail were processed during FY 1956, of which about one-third was
registered, It appears evident that ASTIA has not yet reached the ulti-
mate plateau at which the amount of business will level off and stabilize.
Backlogs continue to exist, partially because of increased requests in-
spired by improved service,

During FY 1956 two new programs involving an increase in work-
load were assigned to ASTIA. ASTIA was directed by ARDC to publish
and distribute its Technical Program Planning Documents. During the
year the list of TPPD recipients grew from an initial 100 to 1000. At the
direction of the ASTIA Policy Council, ASTIA undertook a program of
preparing, publishing and distributing a NATO Title Announcement Bulle-
un (TAB). Also, ASTIA is furnishing unclassified documents to NATO

nations on a requect basis.



ASTIA has had for some years two field offices -- one in Los
Angeles and one in New York City. A third one is presently being es-
tablished in the San Francisco area., Several more are conisdered
necessary for efficient operation,

Since ASTIA's first budget as a separate entity for FY 1953,
there has been 1 general understanding in the R&D budget community
that $2,000, 000 of Department of Defense research and development
money was being allocated annually to the Air Force as research and
development money for the operation of ASTIA., Overruns of this amount
have had to be paid by reprogramming funds fronr other Air Force re-
search and development programs.

Early in FY 1957, the Air Force determined that its research
and development funds were so limited in light of priority programs
that it would be necessary to request $780,000 additional funds (i.e.,
in addition to the $2,000,000) from OSD to assist in financing the ASTIA
operation, The request was approved by the ASTIA Policy Council and
the former Assistant Secretary of Defense (R&D). It was suggested that
the amount of $780, 000 should be provided from the R&D Emergency
Funds. However, final consideration on this matter was deferred until
this survey could be completed, Additional background discussion on
the budget is contained in Section VII -'Financing'of this report., Also,
a forecast of ASTIA's growth in relation to the overall DOD R&D program

is outlined in Appendix D.

S



Present Situation

ASTIA is faced with the situation of operating with funds less
than that programmed and budgeted for in FY 1957 and FY 1958, Funds
for all overtime have been discontinued, ASTIA was using overtime at
the rate of 38 man years at the time of its discontinuance.

In September 1956, ASTIA requested 88 additional manning
spaces, Neither the ARDC nor the Headquarters USAF were able to
satisfy this request from their available resources. In addition to this
and to the elimination of overtime, ARDC found it necessary to withdraw
a temporary increase of 31 spaces previously authorized ASTIA to meet
its expanding workload. This further reduced ASTIA's manning capa-~-
bility from 303 to 272. ASTIA reluctantly found it necessary to curtail
its service to users, and discontinued the distribution of catalog cards
effective February 15, 1957,

On August 23, 1956, the Commander of ASTIA was notified by
The Librarian of Congress that he desired to cancel the ASTIA contract
when it expires on June 30, 1957, because he had other urgent require-~
ments for the 22,0"0 square feet of space occupied by the ASTIA Refer-~
ence Center. The ASTIA Reference Center in the Library of Congress
performs ASTIA's functions of cataloging, abstracting, copy preparation
of catalog cards, report bibliography service and local loan and refer-
ence service, The contract for FY 1957 is in the amount of $811, 567.
The Library of Congress employs 160 personnel to perform the ASTIA

workload and functions,



In summation, there are listed below a number of pressing and

unresolved problems presently confronting the operation of ASTIA.

a. Consolidate in one location -- a suitable facility has not
been obtained.

b. Money and manning spaces available to perform ASTIA
services are inadequate under current methods of opera-
tion,

c. Need to curtail service to users in the face of increased
demand for ASTIA's services by the military deparc-
ments and Department of Defense R&D contractors.

d. Backlogs of work and time delays.

e. Termination of ASTIA contract with Library of Congress.

Over the years a number of important committees have investi-

gated the ASTIA activities, Each investigation in turn was critical of
three things which interfered with ASTIA's effectiveness:

a. Growing workloads

b. Split organization

c. Lack of commensurate increases in manpower, finance,
and facilities.

Some improvement in ASTIA's effectiveness and smoothness of opera-
tions followed each committee report. However, recommendations for
the correction of the above three basic problems went continuously un-

implemented. A brief resume of the findings of the three more



important committees is presented below as a background to give per-

spective to this study and report.

McCormack Committee

On December 10, 1953, the Assistant Secretary of Defense (Re-
search and Development) requested Major General James McCormack,
Jr., USAF, to chair a committee whose task was to review the opera-
tions of ASTIA and recommend improvements in operation, management
and policy. In addition to the chairman who represented the Air Force,
the committee was composed of representatives from the Office of the
Assistant Secretary of Defense (R&D), Army, Navy, Department of
Commerce and National Science Foundation.

The McCormack Committee found the ASTIA operation to be con-
siderably less efficient than it might have been. There were a number
of reasons for this: Newness of the organization; procedural differ -
ences among the security practices of the three Services; operation
split in two geographical locations; and differences in organizational
concept and operating procedures as between the Air Force and the
Library of Congress.

The Committee, in its report of March 1, 1954, as amended on
July 19, 1954, recommended that:

a. Th= ASTIA organization should be brought together physi-

cally without delay in the Washington area.
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b. The necessary mechanism should be established without
delay to ensure positive and continuous policy direction
under the ASD (R&D).

c. The entire operation should, at an appropriate time, be
brought together under a common organizational frame-
work.

d. The OSD should establish for the managing agent:

(1) an overceiling funding program for ASTIA, and
(2) an overceiling personnel authorization for ASTIA.

e. A revised ASTIA directive and appropriate revision to joint
security regulations should be formulated by a committee
representing the Security and the Research and Develop-
ment organizations of the Secretary of Defense and of the
Army, Navy and Air Force.

The above recommendations of the McCormack Committee, with
some slight modification as pertained to sec-urity implications, were
approved by the Research and Development Council in its meeting on
August 9, 1954, At that meeting an ASTIA Policy Council was formed
with representatives designated from the Office of the Assistant Secretary
of Defense (R&D) and each Service. The ASTIA Policy Council was
assigned the task of drafting a revised directive for ASTIA incorporating
the McCormack Committee recommendations.

Subsequently, revised directives were issued which stand today

o)



as the basic directives governing the mission and functions of ASTIA,
the a.'ssignment of responsibilities for ASTIA, the broad framework for
ASTIA operation and the security requirements. These directives are:
a. Department of Defense Directive 5160,4, subject: ''Assign-
ment of Responsibilities to the Secretary of the Air Force
for the provision of Technical Information and Related Ser -
vices required by Department of Defense activities', dated
February 21, 1955. (See Appendix A)
b. AFR 205-43 (AR 380-60; OPNAVINST 5510.17A), "Armea
Services Technical Information Agency', dated October 10,

1955. (See Appendix B)

Harris Committee

A broad scale survey was made by the Harris Committee in
1955. This was a tri-service ad hoc committee appointed by the Com-
mander of ARDC. The committee was under the chairmanship of
Major General S. R. Harris, USAF, and examined all phases of ASTIA
management, internal and external operating problems and relationships,
regional activities, research requirements, and the overall security
problems af the operation.

Recognizing the improbability of obtaining suitable quarters for
consolidation of ASTIA under one roof in the Washington, D.C. area,
the committee concluded that at least a portion of the proposed consolida-

tion could be accomplished by moving the ASTIA Headquarters staff to

=12 =



the Agency's principal operating location at the Document Service
Center, Knott Building, Dayton, Ohio. This was implemented a few
months later,

The committee also recommended:

a. Realignment of the ASTIA organization designed to eliminate

overlapping and duplication,

b. 1Issuance of new and more definitive Department of Defense

directive.

c. The continuance of and expanded utilization of regional

offices.

d. Continuous attention toward improving physical and operating

security measures,

e. Further analyses and study of certain functional areas

which might bring about a more effective service.

On April 1, 1955, following acceptance of the committee's report
by the Assistant Secretary of Defense (R&D), the Commander of ARDC
was delegated full authority to proceed with its implementation. Recom-
mendation a. was not implemented; action was taker on the other recom-

mendations.

Robertson Report

During May 1956, ASTIA was visited by staff members of an

Ad Hoc Group engaged in a study of Department of Defense methods and

.



procedures of research, development, procurement and production.
Deputy Secretary of Defense Reuben B. Robertson, Jr. appointed the
Group for the purpose of studying and making recommendations to the
Secretary of Defense on methods and procedures which might be devised
in order to shorten the time presently required to take a weapon from
concept to inventory. The Group made some recommendations which
are of interest in this background discussion. The following is quoted
from the ""Manned Aircraft Weapon Systems - A Report Prepared by the
Ad Hoc Study Group, OSD, July 1956' (also known as the '"Robertson
Report'").

"In order to strengthen the ASTIA organization and

make more effective its communication with industry,

it is recommended that:

(a) ASD (R&D) should develop a plan in consultation

with the Air Force and Navy for establishing ASTIA

as a true joint service agency.

(b) More adequate funds be provided.

(c) Improved methods of abstracting, storage, and

transmisgsion of information be developed. Exten-

sive research in data processing and rapid distribu-

tion is needed. "

To date no implementing action has been taken relative to these

recommendations.
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SECTION II

RELATIONSHIPS

A, RELATIONSHIPS WITH POLICY COUNCIL

Evolution of the ASTIA Policy Council

It was primarily the Special Committee on Technical Informa-
tion, under the old Research and Development Board structure, that
motivated the establishment within the Department of Defense of an
integrated scientific and technical report service. The study and recom-
mendations of this Committee, plus the work of the Defense Management
Committee under the chairmanship of General Joseph T. McNarney, re-
sulted in the Marshall memorandum and DOD Directive of May 14, 1951
which established ASTIA.

These directives provided that ASTIA should be under the policy
direction of the former Research and Development Board. Immediately
it was found necessary to define what was meant by '"policy direction'.

A sub-committee of the Special Committee on Technical Information was
assigned the task of interpreting the term and making appropriate recom-
mendations. As a result of the sub-committee's work, certain specific
clarifications of 'policy direction' were agreed upon and adopted. In
brief, they were as follows:

a. The Chairman, Research and Development Board would

continue to maintain a committee on Technical Information

215 -



within the RDB, responsible for advising on the policy
direction of ASTIA.,

b. The Director of ASTIA would be an associate member of
the RDB Committee on Technical Information.,

c. ‘''"Policy direction' was to 'include policies affecting the
scope, extent of coverage, acquisition of technical reports,
forms of publications, distribution of publications, public
relations, relations with other agencies, professional
standards of efficiency and the extent of research and
development conducted!''.

d. The functions of the Advisory Council would be limited to
giving assistance to the Director in the operations of ASTIA
and serving as liaison between ASTIA and the military de-
partments.

It should be noted that in the early period of ASTIA (1951-1953),
there existed two advisory bodies: one at the OSD level (Committee on
Technical Information) and one at the ASTIA level (Advisory Council).

When the Research and Development Board was abolished under
Reorganization Plan No, 6 and the Office of the Assistant Secretary of
Defense (R&D) was created, the Special Committee on Technical Infor-
mation was discontinued. The monitorship of ASTIA was assumed by the
R&D Policy Council of the newly-established Office of the Assistant

Secretary of Defense (R&D).
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At the time of implementation of the McCormack Committee re-

port (1954), the ASTIA Advisory Council went out of business. The in-

dividual representatives who were members both of the McCormack
Committee and the old ASTIA Advisory Council then became the members
of the new ASTIA Policy Council at the OSD level. The May 14, 1951
directive was revised (DOD Directive 5160.4, February 21, 1955). This
revised directive which is presently in effect makes no mention of the

ASTIA Policy Council or any formal advisory body at any level.

Operation of the Council

The ASTIA Policy Council is chaired by a representative of the
Office of the Assistant Secretary of Defense (R&E) and has an R&D and
a Security member from each of the three military departments. It
generally meets once a month., Ostensibly its purpose is to advise the
Assistant Secretary of Defense (R&E) on policy matters affecting ASTIA
and affecting the i;nterests of the three military departments individually
as well as the Department of Defense as a whole. Illustrative of matters
considered are those of budget, manpower, security, location, and ob-
jectives and procedures of contribution to and utilization of the collection.

The need for continuing the ASTIA Policy Council at the OSD
level appears questionable. Recognizing the principle that OSD is re-
sponsible for providing broad policy direction over departmental activi-
ties such as ASTIA, the survey group fails to find a valid requirement

for a policy council at the OSD level to govern ASTIA activities any more
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than could be justified for other specific research and development
projects. Under the original concept utilized in the DOD Directive
5160. 4, the Secretary of the Air Force is charged with the responsibility
for managing and operating ASTIA. However, one of the tools of manage-
ment was denied to him. It is he, or his designated representative,
assigned responsibility for the management of ASTIA, who should
have the immediate access to advice, counsel and collaboration of the
other two departments to assist him in discharging his ASTIA responsi-
bility to the satisfaction of all.

The responsibility at the headquarters level in the Air Force
has been assigned to the Director of Research and Development in the
Air Staff. This official is also the presently-designated Air Force

member of the ASTIA Policy Council,

\
Proposed Changes in the Council

The survey group proposes that an ASTIA Advisory Council be
established at the service level in lieu of OSD level. Under this pro-
posal the Secretaries of each of the three military departments as well
as the Assistant Secretary of Defense (R&E) would be required to desig-
nate an R&D member to the ASTIA Advisory Council., The Air Force

member would be the chairman.

18



Inasmuch as ASTIA is an R&D function and program, the survey
group does not believe that security representatives should be designated
to the ASTIA Advisory Council. The line of reasoning which would war -
rant security representative membership to the Council would also war -
rant representation from the budget, organization and manpower and
other functional areas. Security representatives as well as other
functional representatives should be invited to ASTIA Advisory Council
meetings as necessary.

It is believed that with the change in organizational location of
the advisory body, the name should also be changed to drop ''policy' and
substitute '"advisory'. Policy considerations and policy responsibilities
are at every organizational level and vary according to delegated authority
and assigned responsibility. To avoid possible confusion and infringe-
ment of the OSD prerogatives and ultimate responsibility for overall
policy, the word 'policy' should be dropped. However, policy consider -
ations appropriate for its level should be included as one of the ASTIA
Advisory Council's functions.

RECOMMENDATION No. 1:

a. That the ASTIA Policy Council be abolished.

b. That an ASTIA Advisory Council be established
(1) consisting of R&D members to be designated
by the Assistant Secretary of Defense (R&E) and
the three Secretaries of the military depart-
ments respectively, (2) for advising the Air
Force executive agent at the headquarters level
on the management of ASTIA,

-19-



c. That the ASTIA Advisory Council be chaired by
the Air Force member.

d. That the DOD directive be appropriately revised

to include b. and c. above. (See recommended
revision, Appendix C)

B. RELATIONSHIPS WITH ARDC

Command Channels

Within the USAF command structure, ASTIA is assigned to the
Air Research and Development Command. ASTIA matters which require
action of higher authority are referred to Headquarters, ARDC, for
appropriate action. Such matters include policy questions, programs,
budget, funds, organization, manpower, logistic support and security,

The command channels are clear. They are well understood by
the staff at ASTIA. However, there exists a feeling on the part of the
ASTIA staff that there should be available to ASTIA a direct channel to
the ASTIA Policy Council at OSD (R&E) level so as to have access to the
three service and OSD representatives. This is felt necessary so as to
obtain direction, resolution and/or coordination on ASTIA operational
matters affecting or affected by the three —Services.

The survey group does not concur that ASTIA should have direct
access to the ASTIA Policy Council. Such direct access and channel:

a. Would abrogate the management responsibility of the

Air Force executive agent.
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b.

Would clutter up a policy advisory body with non-policy

considerations,

However, this should not be construed so as to preclude the Policy

Council from calling upon the Director of ASTIA to serve in an advisory

capacity, when required.

It is believed that the need expressed by the ASTIA staff can be

satisfied by two recommended proposals:

Q.

Have an ASTIA Advisory Council at service level chaired
by an Air Force representative, as proposed in Recommen-
dation No. 1 above. The channel to the ASTIA Advisory
Council for policy guidance will be identical to the command
channel and much duplication and time will be saved. Also,
the advantage of the reverse flow should be pointed out.

The decisions of the proposed ASTIA Advisory Council can
be expeditiously implemented and monitored by the chair -
man who has the command channel available to him.

Have operational liaison representatives designated by the
three military departments with whom ASTIA can have
direct contact and access on operational matters, This

proposal is contained in Recommendation No. 2 on page 28.

Management Services

The survey group noted a tendency on the part of some of the
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Headquarters ARDC to regard ASTIA as a ''sacred cow'. That is to
say, that because ASTIA is a central agency for the Defense Department
it could not be managed at the ARDC level in the same manner as a unilat-
eral Air Force activity. Evidence indicates it does not receive manage-
ment assistance, surveillance or staff visits comparable to that afforded
to ARDC centers. The same degree of management initiative, assist-
ance and surveillance should be extended to ASTIA as to a Center.

This would not only enhance the stature but will provide greater accept-
ance of the organization as an integral part of the Air Force family even
though it is charged with providing services for the entire DOD R&D
community. This would further improve the management and effective-

ness of ASTIA.

C. OPERATIONAL RELATIONSHIPS WITH THE SERVICES

Operational Liaison

As was pointed out above, ASTIA functions under the direct
command of the Commander, ARDC. This is the single cormmand and
policy channel available. This channel is correct for these purposes.
However, a significant problem exists for ASTIA in respect to its having
a recognized and easily accessible channel to the three services to handle
day-to-day operational and procedural detail-type of problems.

ASTIA is affected and governed to a considerable extent in its
doing business with the three services and their R&D contractors by the

regulations, instructions and directives issued by each of the three
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departments, In many instances there are variations between the in-
structions and procedural requirements of the three departments and
particularly the variations in interpretations and application by the com-
ponents within a department. These variations create extra manhours of
effort in ASTIA's operation. Many of these problems are minor in them-
selves and do not warrant processing through ARDC and the Air Staff to
the other department or departments, or to the ASTIA Policy Council.
Yet, cumulatively they represent extra manhours which could be eliminated
by merely having direct access to specified R&D representatives of the
three services who could help to resolve those departmental matters
causing operational problems at ASTIA.

Olustrative of such problems would be: (a) Bring to the attention
of the department representative low quality of abstracts received re-
peatedly from that department or a component of that department; (b)
Questions on number of copies, some tailoring of number of copies for
various subject fields and in light of user demands; (c) Questions of
limitations and withholdings from the collection; (d) Procedures for and
extent of acquisitioning documents requested by users but not included in
the ASTIA collection; (e) Tri-service coordination on a form; (f) Pro-
cedures for receiving prompt notification of R&D contract changes, ter-
minations and extensions; (g) Problems on processing reports into the
system; (h) Coordination on assigning '"Division and Section'' categories.

The survey group believes that there is a definite requirement

i




for ASTIA to have a direct channel to the three military departments

for purposes of operational liaison. There needs to be an officially
designated point of contact in each department, whom the ASTIA Director
or his representative can telephone, correspond with, or meet with
relative to operational problems between ASTIA and the department. The

Navy-ASTIA Liaison Committee is one application of this concept.

Navy-ASTIA Liaison Committee

The Navy Department on its own initiative has established a
mechanism for helping ASTIA solve operational problems which it has
with Navy. This mechanism is the Navy-ASTIA Liaison Committee.
Chaired by a representative of the Office of Naval Research, the Committee
includes representation from each of the Navy Bureaus and offices directly
concerned with utilization and support of the ASTIA program. ASTIA pro-
vides representation by invitation.

The Committee's mission is to effect Navy Department participa-
tion in the technical information services of ASTIA and collaborate with
the ASTIA Commander and operating staff in insuring efficient, expedi-
tious, uniform and continuing implementation of these services., Collec-
tively, the Committee serves as an advisory group to the Office of Naval
Research for planning and executing its responsibilities for Department
of Navy participation in the technical services of ASTIA. Individually,

the members of the Committee perform such duties as are necessary for
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the full utilization of ASTIA services by their respective activities,
The survey group was informed that the Army has given some
thought to establishing a similar committee. To date, the Air Force has

not announced any plans for such a committee,.

ASTIA Advisory Council

It should be pointed out that the type of operational liaison channels
being proposed by the survey group did exist previously. The Marshall
directive of May 14, 1951 provided for an Advisory Council to assist the
Director of ASTIA in the operations of the Agency. The Advisory Council
consisted of one member from each service appointed by the Secretary
thereof, The members of the Advisory Council were to serve as direct
liaison between the agency and their respective military departments.

The Advisory Council was operated in somewhat formal fashion and by
October 1953 had held 18 meetings, With the advent of the McCormack
Committee and its study, the Advisory Council evolved into the ASTIA
Policy Council of today, advising not the Director but the Assistant Secre-

tary of Defense (R&E).

Advantages
There is sufficient latitude in the current DOD Directive (5160, 4)
to permit operational liaison channels and relationships between ASTIA
and the three departments, The directive states that:
""They (the Secretary of the Army and Secretary of

the Navy) shall also designate properly qualified personnel
-~ at appropriate echelons of their departments to perform

-25-



1 andv g

VILSV
AV ‘N 'V 10 ,uostey| (e
qim -uonerado, By
YILSY uostery ayeufisag VILSV
reuoniezadg jusuniedaqg
— Axen yoem —
oauv oayv
utoanon
TmoDn A108TAPY VILSV.
n_;_“u_— Jo a AiostApy 03 sIaquap hm.w.w..wm_
kol ol ) VILSV a1eufsap ’ 1
= §atie1a139g
75 \\.,M,a/ j3es
’ " & Jo JoruD
o L4 \
P oF \
7 / \
/7 \
/
Lz s A \
@104 1Ty AaeN Auwray ad104 1Ty AaeN Away
Jo .\L 39 i jo 39
Kiejaioag 7 Aimaadaeg Kiejaaoag Kxeyaaoeg A1ey9109g A1e19109g
- N 7
s - // /
-~ /!
/ el v
Y, b |
[1aunon
(I%¥9) asvo (F%¥) asvo Aortog
VILSY
a3sodoyd INISIYd
SJIHSNOILVTINH  VvIISw

112uno)
Aorrod viisvy |
01 sIaquIAN 9

2eudisap '
831IL13IVIG




such operational liaison with the Department of the Air Force
as may be required."

It is believed that the Air Force, as Executive Agent, has not
exercised sufficient initiative (permissible under the terms of the current
directive) in obtaining for ASTIA operational liaison mechanisms and
channels with the three departments necessary for improving ASTIA's
effectiveness and efficiency. Furthermore, it should prove beneficial to
both ASTIA and the other departments for the Air Force to designate an
operational liaison representative who can handle such matters within
his department. Such a mechanism would further assure concerted, uni-
form and consistent Air Force effort in cooperating with ASTIA. It would
provide a point with which the Director could call upon when seeking tri-
service coordination or with which the counterparts in Army and Navy
could collaborate and coordinate on ASTIA matters.

The survey group believes that the Commander of ARDC should
take steps to obtain the names and offices of these designees from the
Army and Navy and require the Director of ASTIA to establish direct
liaison with them on operational and non-policy matters.

Advantages of direct operational liaison are:

a. It will facilitate getting day-to-day operating problems

resolved expeditiously and efficiently.,

b. It will provide the Director a means for obtaining tri-

service coordination on operating procedures and problems

and thereby relieve the ASTIA Policy Council or its
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proposed successor, ASTIA Advisory Council, of having
to consider these kinds of matters,

RECOMMENDATION No, 2:

a. That properly qualified personnel be desig-
nated by each military department to perform
operational liaison with ASTIA.

b. That the Director of ASTIA be authorized and

required to utilize operational liaison channels
with the Army, Navy and Air Force,
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SECTION IHI

CONSOLIDATION

Split Operation

As indicated previously, ASTIA was born in 1951 by putting to-
gether in one mission and organization the Central Air Documents Office
(CADO) and the Naval Research Section (NRS). CADO was then located
in downtown Dayton, Ohio, NRS was operating by contract in the Library
of Congress. Today, ASTIA remains a geographically split organiza-
tion. The 272 personnel of ASTIA Headquarters and the Document Ser-
vice Center occupy 82,500 square feet in the Knott Building in downtown
Dayton. The ASTIA Reference Center with 160 personnel occupies 22,000
square feet of space in the Library of Congress.

The split operation is a costly and inefficient way to operate. A
considerable amount of duplication results. This is particularly true in
the guard system, mail facility, logs and registers, storage, supplies,
descriptive cataloging, catalog maintenance, typing, proofreading and
supervision, The split operation is not only wasteful of manhours and
dollars, but requires considerably longer processing time to obtain the
end product. The input of documents to the Document Service Center in
Dayton for which catalog cards and abstracts are to be produced are bundled
up and shipped to Washington. The reproduction ''copy'' for the printing

of catalog cards and abstracts is shipped from Washington to Dayton.
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Printed cards are returned to Washington for the catalog reference and
stock requirements of the ASTIA Reference Center, This shipping and
mailing back and forth results in shipping and postage costs.

The ASTIA staff estimates that sixty manning spaces can be saved
by consolidation of ASTIA at one location. The survey group believes that
sixty is a conservative figure and that perhaps as many as eighty to a
hundred spaces can be saved.

The split operation has long been recognized as not being eco-
nomical, efficient or desirable. It has been one of the root causes for
many of ASTIA's problems. The McCormack Committee in 1954 recom-
mended that 'the ASTIA organization should be brought together physically
without delay in the Washington area’’. ARDC and the former Assistant
Secretary of Defense (R&D) have in the past attempted to obtain space in
the Washington area so as to consolidate ASTIA, These attempts were
unsuccessful. The Harris Committee in 1955 took a different approach
and recommended that at least the ASTIA Headquarters be consolidated
under the same roof at Dayton. The ASTIA Headquarters was then moved

in July 1955 from Washington to Dayton.

liocation
- e

The official position of the Air Force on this matter was stated in
a memorandum to the Secretary of Defense from the Under Secretary of

the Air Force on January 12, 1957, subject: 'Relocation of the Armed
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Services Technical Information Agency (ASTIA). The memorandum
stated that there was an urgent requirement for the consolidation and
relocation of ASTIA and requested approval for its consolidation in
Washington and that the necessary space be obtained.

The requirement for locating in the Washington area was also
supported by the ASTIA Policy Council and by the Office of Naval Re-
search.

The former Deputy Assistant Secretary of Defense (R&D), in a
memorandum to the Under Secretary of the Air Force on February 20,
1957, pointed out the criticalness of the space situation in the Washington
area, and suggested that ''consideration be given to new construction,
preferably in connection with the Air Research and Development Com-
mand Headquarters at Andrews Air Force Base'. It is understood that
the Air Force has investigated the possibility of using Andrews AFB and
found no suitable existing facilities available.

The Air Force's position of requiring consolidation in the
Washington area is based on two factors: first, to achieve economy and
effectiveness in fulfilling its mission, ASTIA must physically consolidate
its major operating components in a single, adequate building; second,
to avoid prolonged disruption of ASTIA's functions, the consolidation must
be effected in a way that will minimize the loss of essential personnel.

The 'key personnel'' factor appears to be one of the principal

arguments used by the proponents of consolidating in Washington. The
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Dayton staff is composed largely of Wage Board and clerical employees
-- more than 80% fall in these categories. It is argued that these em-
ployees could be replaced if necessary with comparative ease. The
Washington contingent, on the other hand, has a much larger proportion
of hard-to-get professionals -- individuals who have academic training
and practical experience in both library science and the physical sciences,
It has been stated that their replacement would be difficult in Dayton
where the specialized skills involved are not readily available. Another
argument advanced in favor of Washington is the benefit to be gained by
having ASTIA centralized in close proximity to other agencies and activi-
ties concerned with scientific and technical information.

The survey group believes that the most important thing here is
the absolute necessity for consolidation. It can be deferred no longer.
The Librarian of Congress has stated that he desired to terminate the
contract as of June 30, 1957. However, the Air Force has appealed to
him to grant a six months' extension to December 31, 1957 with a possible
additional sixty days, until consolidation at a suitable location can be
effected. ASTIA's money and manpower are short of its requirements.

It must effect the economies and efficiencies available to it through
consolidation,

The survey group does not recommend one location over another,
The particular site is secondary to the necessity for consolidation. How-

ever, in the opinion of the survey group, initial efforts must be directed
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toward consolidating either in Washington or Dayton. The survey group

ieels that moving to a third location would be too disruptive and costly.

In weighing one location against another, certain factors should

be borne in mind:

a.

C.

The catalogers and abstracters are in Washington in the
ASTIA Reference Center. It was indicated that only a few
of these (not more than 20%) may stay with ASTIA after
contract termination if the consolidation is effected in
Dayton.

Requirements for catalogers and abstracters will decline
to 2 minimum when the pre-publication cataloging system
recommended elsewhere in this report becomes operative,
Potentialities of tapping sources in the Ohio area such as
Western Reserve University for professional librarian and
documentation skills.

The possibility of the comprehensive bibliography function,
which must be in the Washington area, being continued by
the Library of Congress,

Large portion of ASTIA is a mail-order business.

ASTIA must have access to good post office facilities.
There should be available reproduction facilities with which

ASTIA could contract for work.
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Sufficient space on one floor to house the Document Pro-
cessing and the Customer Service operations.

Realistic square footage requirements. For example, the
Director of ASTIA has stated his space requirement is
150,000 square feet, This is 45,500 square feet more than
occupied at present (82,500 square feet in the Knott Build-
ing and 22,000 square feet in the Library of Congress -- a
total of 104,500 square feet), The survey group believes
that there are a number of actual and potential factors which
will cause a significant reduction in the square footage re-
quirement: (l) reductions in personnel . (for example, at
least 57 -- the difference between the present combined 432
and the proposed initial 375); (2) elimination of duplication
in operating facilities, mailrooms, supply rooms, recep-
tion rooms, storage space, etc.; (3) full exploitation of pro-
grams for disposing of inactive reports or storing them in
other areas; (4) smaller reproduction facility in light of
possible expanded utilization of contractual services, The
survey group believes 85,000 to 90,000 square feet to be a
more realistic requirement for immediate operating space.

RECOMMENDATION No. 3

That the organizational elements now separated
geographically be consolidated at one location
by not later than January 1, 1958,
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The survey group believes that the implementation of this recommen-
dation is most important and holds the key to expeditious and success-
ful implementation of other recommendations in this report. It is the
Group's opinion that until a location decision is obtained it will be
necessary to actively proceed with developing plans for consolidating
in present space at Dayton, Ohio., This will require a rather drastic

realignment of space assignment in the Knott Building.

Physical Layout

The physical layout of the ASTIA Reference Center at the Library
of Congress appeared to be satisfactory from a work flow standpoint.
The survey group noted that personnel were cramped for working space.
In contrast with the all-one floor operation of the ASTIA Reference Cen-
ter, the activities in Dayton occupy four floors of the Knott Building --
a converted department store. The physical layout of the Knott Building
is not conducive to optimum operations, but it could be utilized more
effectively than it is at present. The work has to flow back and forth
between the several floors. Some Branches are split between several
floors. The need for the existing split in certain operations between
floors is questionable.

On the next page, the survey group suggests a desirable one-
floor arrangement for the functions of the proposed Document Process-

ing Division and proposed Customer Service Division. This arrangement
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SUGGESTED FLOOR SCHEME
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can be attained to only a limited degree in the Knott Building. Placing
the Document Processing Division and the Customer Service Division
around the reference catalogs and reference collection -- on one floor
-- would be the ideal objective in plant layout, It should receive pri-
mary consideration in the selection of any new facility. The constant
utilization of the reference catalogs and reference collection is essen-
tial to the operations of both Divisions. Having this hub easily access-
ible to both Divisions will eliminate much of the need to keep duplicate
catalogs and records. It will reduce transit time, speed up operations

and save manhours.
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SECTION 1V

ORGANIZATION AND FUNCTIONS

A, PRESENT ORGANIZATION

As indicated in the previous Section, the number one ASTIA
problem is to find a location where the agency can be brought together.
The physical consolidation at one location is not itself the end objective
but merely the means to achieving the end objective which is of course to
integrate and realign functions and workflow -- consolidate organiza -
tionally -- so as to accomplish the total mission more effectively, eco-
nomically and efficiently. That this has not been done, either by contract
or within the military departments, stands as possibly the worst deficiency
in the management of the ASTIA mission. Thereis presented in this Sec-
tion of the survey report a plan for the organizational consolidation of
ASTIA. The present organization is described briefly first so as to
facilitate a better understanding of the proposed reorganization discussed

later.

ASTIA at Dayton

The Dayton part of ASTIA consists of the Offices of the Comman-
der, the Deputy Commander and an Executive Officer. Under this chain
of command is but one major operating element -- the Document Service

Center. The Chiefs of the three Branch Offices (New York, Los Angeles

-
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and San Francisco) report directly to the Deputy Commmander. There
are three staff elements: Administrative Division, Inspector General,
and Operations Division. The chart on page 39 shows the present
Dayton organization -- the military department organization,

The survey group believes that it is not sound organizational
practice to place all of the operating functions (and approximately 220
personnel out of 272) in one organizational segment under a single
supervisor. The weakness is that several unnecessary successive
supervisory layers (i.e., Chief, Document Service Center, and Chief,
Service Division) are interposed between the Branch Chiefs and the
Deputy Commander and Commander.

The relationship of the Commander to the ASTIA Reference Center
is not one of direct supervision comparable to the Document Service
Center, but one of contract monitorship and Air Force guidance, as

necessary.

ASTIA Reference Center (Washington)

The organization of the ASTIA Reference Center in the Library
of Congress is shown in the chart on page 41 . As can be seen from the
chart, the ASTIA Reference Center is in the Technical Information Divi-
sion of the Library's Reference Department. In addition to the ASTIA
Reference Center, the Division operates the Bibliography Section, which
though administered by the ASTIA Reference Center actually accomplishes

continuing comprehensive bibliographic tasks for components of the Army,
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Navy and Air Force through separate contractual arrangements. The
ASTIA Reference Center is broken down organizationally into six
functional operating elements in contrast to the one organizational
breakdown of operating functions in Dayton -- the Document Service

Center.

B. PROPOSED ORGANIZATION

The survey group urges that action be taken at the time of the
physical consolidation to reorganize ASTIA as shown on the chart on

page 43,

Deputy Director

The survey group believes that the Deputy Director should be a
civilian., Ome of the two top positions of leadership in the organization
should be filled by an individual who, in addition to having displayed
managerial ability, is highly qualified through education, training and ex-
perience in the specialized area of documentation and bibliographical ser-
vices. Career military officers do not normally have these background
qualifications. The Deputy Director position as a civilian position will
have a salutary effect upon the civilian staff, knowing that it is possible
to aspire to a top position through progression in one's career, Also, a
civilian Deputy Director will provide continuity of experienced leader-
ship and direction, and continuity of external contacts during the rotation

of the military Director. This action would be consistent with provisions

-42-




UUUUUUUUUUU

HONV¥E HONVY
ATV ONIAJTHS NOILITTI0D
aNy X201 INTNAD0a
HONY HONVER HONVY
$5220 -.<oz<¢n TONTLTLTE NV HONVEE i
-OLOHd ANLV D) aNV HOAVIES MOIZV RN L DNIDOTYIVD LNINND0a

AV 1S AXV1S
SNOLLYTEY ey NOTLYTIY
m=roasny | | 000000 | vornmwiNnod
XML
Arezqpy mmL ey
Lzspmyg - Apquesey Supddpgg puv Buyna Tid SoRReeD IV
Feprwsrdng anjary sewy-o)-pesy Fujsunonuy
wopIupordeal ooud PuqId 29p10 - O (1) 1enieqy
Pa¥- 0337 G V - Raweg P (spa) Sermw) 32s(qnE
vr PRI BOTEIIINA fermwn sandiioneq
7 Ty ol mo- kv wess] jo Pretd ¥ Anamaeg geiEey sequmy Qv aljery o uljaee-aig
1dmans) sy srdern ssubey jo djedey Jusumieg weeidg puw wWisdey
HOWIATD L VEDOTTEN Lo NOISIAIG NOLLONAO¥ITE i _ MOESIANI TOLANES WINOLEND NOTSIAID DNISFIDO N LNTNN D00
pands aneng smoduep § ‘Fip Anpeemmodyy | | sedaeg e ]
Buyona sisasmg smmeidg suoTTeToTA wueding ddng
mwoq | | wonowoig-suwalos d Appmoeg reumoeing Fupnoy Bupure
lpn g i meg perveingd 0 - W T reunoe ing
W LNIWIDOVNYN HONVYE HONVEE HONYYE ONYEE FXDIAWTS
TYIDNVYNLE SISATYNY ¥ SNV Lirenoas TORLNDD TIVI aNY TINNOSYX,
I ] I |
NOISIAID NOMLAM
e SADA WIS
FALLYWLSININGY
L ]

| R |

|  asseg = w “ IE e
| -kawn- al”“ - WOLOIWIA LLOJLIA
_ ...:.!_.-h”-lo !

IIIIIII 4 WOL AW

<<<<<<<<<<<<<<<<<<<<<<<<




of DOD Directive 1100.9, dated April 24, 1957, subject: Military-
Civilian Staffing of Management Pousitions in the Support Activities.

RECOMMENDATION No. 4

That the Deputy Director be a civilian rather than a
military position.

-

Staff Elements

Presently, ASTIA has three staff elements. Located in Dayton,
these are the Administrative Division, Inspector General and Operations
Division. The functions are indicated briefly on the chart on page 39.

The survey group proposes that some of the existing functions be realigned,
some be eliminated and some new ones be added. Under the proposed

organization there would be two staff elements instead of three.

Administrative Services Division

Personnel and Services Branch -- As at present, ASTIA would

have no civilian personnel officer and would obtain personnel services

and training assistance from WADC or some other nearby Air Force in-
stallation designated to service ASTIA. The personnel and training
functions in the Branch would consist of personnel counseling; processing,
reviewing and controlling requests for personnel action and requirements
for assistance in training; carrying on liaison and coordination with the
civilian personnel office designated to provide such service; and, review-
ing and transmitting time and attendance records. Development, guidance
and monitorship of internal and external training programs would be

functions of this Branch.
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The supply and office service functions would not be changed.

Mail Control Branch -- The functions of this Branch would be

to record and centrally control incoming mail; route mail; account for
money received for request services; maintain suspense controls and
follow-up; review outgoing correspondence for mechanics of preparation;
maintain security control over classified documents; maintain registry
and necessary records for outgoing mail. Thesge functions for the most
part are now performed by the Shipping and Receiving Section of the Ser -
vices Division. Inasmuch as the mail control functions are common ser -
vice functions for the entire organization, these functions should be
organizationally removed from an operating division (presently the Services
Division) and relocated centrally in the proposed Administrative Services
Division.

Security Branch -- This Branch would replace the Inspector

General Division and continue performing functions of physical and per-
sonnel security and investigations of security violations. Other functions
associated with the Inspector General mission would be eliminated at ASTIA
and be performed by the Inspector General organization o1t ARDC. This
would result in a small saving in manpower with no impairment to the
effective accomplishment of the ASTIA mission.

Management Division

Plans and Analysis Branch -- This Branch would be responsible

for developing long-range plans and programs, formulating overall inter-

nal ASTIA policies, making organization, manpower and systems studies
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or developing guidance for and reviewing and coordinating such studies.

It would develop programs for the promotion of ASTIA techniques. It
would develop requirements for and monitor research and development
programs in new documentation techniques and equipment and the applica-
tion of automation. This Branch would also be responsible for develop-
ing and publishing guidelines, standards and instructions for cataloging
and abstracting. These would be used by the document originators in
doing the cataloging and abstracting when they have completed writing
their documents,

The survey group noted that there exists an overlapping of manage-
ment engineering, planning and programming functions between the present
Administrative Division and the Operations Division. This overlap would
be eliminated by consolidating the functions into the proposed Plans and
Analysis Branch. The survey group believes that more emphasis must
be given to the performance of this Branch's functions than heretofore.

Financial Management Branch -- There would be assigned to

this Branch the budgeting, financial planning and statistical reporting
functions currently being performed in the existing Administrative Divi-
sion. Some functions new to ASTIA would also be assigned to this Branch.
These are the functions of establishing costs of operations under the

new funding concept, establishing prices to charge users for ASTIA ser-
vices, and accounting for income and expenditures.

Document Processing Division

The proposed Document Processing Division organization can
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be better understood by discussing the concepts being proposed for the
Division's mission and functions.

The mission of the Document Processing Division should be to
receive, process, maintain, store and retrieve scientific and technical
documents of the Department of Defense and other domestic and foreign
agencies as appropriate. This mission is a basic government responsi-
bility and will continue so long as there is an ASTIA. Any curtailment of
ASTIA mission and functions due to money and manpower shortages and
contract problems should be permitted to effect the Document Processing
Division the least of any of ASTIA's organizational elements. A chart
depicting the volume of docurments received and the number introduced into

the system over the past four years is shown on page 48.

Document Control Branch -- After the in-mail processing

functions are performed by the Mail Control Branch, the Document Control
Branch would receive the input of documents and screen them for pertin-
ency to the ASTIA collection, i.e., to see that the document is not in one
of the ten '"exclusion'' categories specified in AFR 205-43 (AR 380-60;
OPNAVINST 5510.17A). Records of destruction for documents to be des-
troyed would be prepared. This Branch would be responsible for pre-
assigning blocks of AD numbers to contributor agencies and providing a
control as documents are received in the input. In instances where docu-
ments come in without AD numbers (e.g., Canada; NATO sources) the

Branch would assign AD numbers,
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This Branch would have functions of acquisitioning documents
not in the ASTIA collection and requested by the Customer Service Divi-
sion, and of acquiring additional copies and more legible copies. ASTIA
presently expends extensive effort in exploiting military, contractor,
educational and governmental agencies to acquire documents. It en-
deavors to acquire documents pertinent to the ASTIA mission for its
basic collection and to fill specific valid requests for documentary infor-
mation which if not available in ASTIA holdings. The survey groups be-
lieves that the effort expended in this undertaking must be reduced to con-
tacting a minimum and reasonable number of sources.

Cataloging Branch -- The system of pre-publication cataloging

and abstracting by the originator of the document is proposed on pages
67 to 74 of this report. Under this system the descriptive catalog infor-
mation, the abstract, and to the extent feasible, suggested subject headings
and uniterms would be furnished with the document by the originator or
his cognizant military department in accordance with standard guidelines
put out by ASTIA. With this type of information in the document when re-
ceived by ASTIA, the Cataloging Branch would edit the descriptive catalog
information and the abstract and determine appropriate subject headings
and uniterms.

The installation of this system in the Department of Defense and
its research and development contractors would drastically reduce the

cataloging and abstracting workload at ASTIA. It is realized that the
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conversion from the present functional requirement for ASTIA to do the
cataloging and abstracting to the proposed greatly reduced function of
merely editing catalog and abstract information, would have to be on a
phased basis. The survey group believes that it is possible for the re-
search and development originators and ASTIA to accomplish this con-
version in a period of s8ix months.

ASTIA would need some additional manning spaces to absorb the
cataloging and abstracting functions as the Library of Congress (i.e.,
ASTIA Reference Center) phases out of the operation through contract
termination and until the originator cataloging and abstracting system be-
comes fully operative. At this point, then, the workload would have
diminished to a point where ASTIA should be able to reduce some of the
above additional manning. However. it is believed that at that time the
manpower requirements should be evaluated again in light of the then-
existing workload and the cataloging and abstracting functions.

The typing and preparation of 'copy' (e.g., the preaent Form 16)
for the production of catalog cards and the preparation of various indices
for TAB would be performed by the Cataloging Branch,

The Cataloging Branch would also perform the functions of (a)
selecting items for inclusion in the various editions of TAB, aad (b)
screening documents to determine quantitative requirements for repro-
duction of the document and micro-cards.

Document Collection Branch -- This Branch would be responsible

for maintaining master shelf lists and reference catalog files. It would
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be responsible for reflecting therein the current security classifications
of documents and titles. It would prepare bulletins of all changes in
security classification for publication in TAB. In addition to maintaining
the reference and retrieval media, the Branch would maintain the one
record copy (other than microfilm) of each document in the collection.

It would be responsible for the orderly retirement of documents. This
Branch would furnish a limited amount of reference assistance to other
elements of ASTIA.

Contributor Relations Staff -- This staff would consist of two

or three people who would carry on liaison with the contributing govern-
ment agencies down to laboratory and center level and with contributing
research and development contractor laboratories. The function would be
that of promoting better relationships between the contributor and ASTIA
and assisting contributors with the input process relative to ASTIA, This
staff would have no authority to direct. The personnel would visit the
contributors at appropriate echelons to assist thermn by answering ques-
tions, trouble shooting on the spot, and ferreting out and identifying problem
areas. Problems and weaknesses in ASTIA's requirements and methods

of operating, identified from the contributors' viewpoint, would be referred
to the Chief of the Document Processing Division. Depending on the

nature of the problem, the Division Chief could take corrective action or
refer it to the Director (and his Operational Liaison channel) discussed

on pages 22 to 28 or to the Plans and Analysis Branch, Management

Division, for their analysis. The Plans and Analysis Branch would
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develop improved procedures, modify programs or clarify guidelines,
as appropriate,.

Ilustrative of the types of problems that the survey group visual-
izes the Contributor Relations Staff would assist in are the following:

a. Reduce number of ASTIA's acquisition actions. Clarify pro-
cedures and channels ASTIA should use in requesting acquisitions from
the military agencies.

b. Reduce limitations of distribution.

c. Explain procedures and answer questions leading to better
quality and standardization of cataloging and abstracting.

d. Overrun supply of papular items.

e. Assist contributors in developing primary distribution lists.

The Contributor Relations Staff function will do much to achieve
harmonious acceptance of ASTIA input requirements, to improve the
ASTIA collection and utility, and to reduce workload at ASTIA.,

Customer Service Division

The mission of the Customer Service Division would be to fill
to the extent feasible and withint appropriate security limitations the re-
quests from users of ASTIA services. These requests may be for full-
size copies of documents, micro-cards, micro-films, catalog cards,
and report bibliographies. There are presently 3027 users of ASTIA,

broken downm as follows:
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Army 354

Navy 477
Air Force 916
Joint Agencies 33
Total Department of Defense 1,780
Other Government Agencies 100

Non-government R&D contractors
(servicing 2449 contracts) 1,147
Total 3,027

Users of ASTIA generated a volume of 391,076 requests in FY 1956,
496,000 requests are estimated for FY 1957, The Customer Service
Division would be financed by income from service charges. A chart
depicting the volume of user requests made and filled over the past four
years is shown on page 53.a,

Verification Branch - - This Branch would:

a, Maintain the ASTIA Field-of-Interest Registers, contract
records and facility security clearance registers.

b. Receive and validate requests against established security
clearance, contract, and field of interest.

c. Compute service charge and, when appropriate, overage or
shortage of advance payments by customers.

d. Maintain records of documentary material released to ASTIA
users. Recall classified documentary material when required by the cog-
nizant military agency on termination of contract.

Search and Reference Branch -- This Branch would:

a. Search reference catalogs as necessary to fill written requests,
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telephone requests, personal visits, and TWX requests from Branch
offices.
b. Initiate requests for acquisitions to fulfill users' requests.
c. Prepare report bibliographies.
d. Provide micro-card reader service locally,

Stock and Shipping Branch -- This Branch would be responsible

for the following:

a. Maintain stock of extra copies of documents, micro-cards
and catalog cards.

b. Maintain inventory control.

c. Prepare orders for shipment.

d. Maintain TAB subscription list and distribute TAB.

Customer Relations Staff -- This staff of two or three people

would be responsible for maintaining liaison with the ASTIA users for the
purpose of promoting better utilization and understanding of ASTIA ser-
vices on the part of the users., These people would visit new research

and development contractors to assist them in getting established as
certified users. They would help them with Field of Interest Registers,

for example. They would investigate user complaints and ways of improving
procedures to speed up service and reduce red tape. The findings and pro-
cedural shortcomings identified by this Office would be turned over to the
Chief of the Customer Service Division, The Customer Relations Staff
would operate in much the same way as the Contributor Relations Staff

as discussed earlier. Here also, the Plans and Analysis Branch in its
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development of plans, programs and systems would study and consider
the problems and weaknesses identified by these Customer Relations
people. This will further assist ASTIA to tailor its services to better
fill the user requirement.

It may appear that the two ""Relations Staffs'' recommended by
the survey group would be criss-crossing and overlapping each other.
Eventually, this will probably become the case. However, the survey
group believes that the number of problems and day-to-day details and
the geographical spread are of such magnitude to amply justify two small
separate '"Relations Staffs'' in ASTIA. It will take at least a year or two
for the stockpile of relations problems and procedures to be worked out
so as to operate smoothly and thus require less attention, At the end of
a two-year period or possibly sooner, the requirement for the two
"Relations Staffs'' should be re-evaluated and consideration given to
consolidating and absorbing the functions in the Plans and Analysis Branch
of the Management Division. It would not be sound to put these functions
in the Plans and Analysis Branch at this time. Although the functions
are homogeneous to the programming and systems analysis functions of
the Plans and Analysis Branch, the subject matter is predominantly day-
to-day details. These would divert necessary attention and manpower
from the Branch's overall and long-range planning, programming and
systermns work which also needs additional impetus at this time. It is
better to keep the two (day-to-day operational details and overall and

somewhat longer -range matters) organizationally separated so as to
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receive the emphasis and attention appropriate for the situation currently

confronting ASTIA.

Branch Offices -- As indicated above, it is essential that fre-

quent contact be made with users to ascertain their problems, reactions,
and extent of acceptance and utilization of ASTIA services. It is believed
that this should be the function of the Customer Relations Staff primarily,
rather than that of the Branch Offices as at present.

The mission of the Branch Offices is and should be the provision
of customer service to users on a local basis at certain cities which are
in the center of regional concentration of R&D contractors. There are
presently three fairly autonomous Branch Offices: New Ycrk, Los
Angeles and San Francisco. The San Francisco Office was in the process
of being established during the period of this survey. There are also
facilities within the ASTIA organizational elements at Dayton and Wash-
ington which are less autonomous but perform essentially the same
functions for the users of those areas.

The functions performed by Branch Offices presently include:

a. Maintenance of appropriate catalog and reference files of the
ASTIA collection.

b. Maintenance of file of ASTIA documents on micro-cards.

c. Provide reference and reading room service.

d. Visits to R&D agencies and contractors in the local area to
assist users in the utilization of ASTIA services, and resolve problems

and complaints,
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By assigning function d. above (assistance and promotion visits)
to the Customer Relations Staff, there will be a reduction in manhours
and workload in the Branch Offices. The Branch Offices will be able to
reduce in personnel. It is believed that under this concept three or four
personnel will be quite adequate to handle the workload of a Branch
Office. The external visits would be the responsibility of the proposed
Customer Relations Staff. The advantages of this proposal are, in addi-
tion to the savings in manning spaces:

a. A more complete geographical coverage than Branch Offices
are able to accomplish.

b. More consistent and uniform promotion relationships and
problem solving assistance.

At present, the Chiefs of the Branch Offices report to the Deputy
Commander of ASTIA, It is recognized that this arrangement is a con-
siderable improvement over previous arrangements. However, the
survey group believes that no advantage is achieved by having these
Branch Office Chiefs report directly to the Deputy Cornmander. The
functions as proposed for the Branch Offices are definitely part of the
Customer Services Division's functions. The Branch Offices should be
extensions of the Customer Services Division and should report directly
to that Division Chief.

The services furnished by the Branch Offices relieve consider-
ably the workload burden at the Dayton and Washington centers. Using

the catalogs, and screening documents and abstracts locally by the users
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tends to both reduce requests and to make requests more specific. This
reduces needless request submissions and processing and reproduction
operations. This, in turn, permits faster and more efficient service to
be rendered by the ASTIA centers. The survey group was told that the
reaction of local ASTIA users to the Branch Office services has been
enthusiastic.

The Harris Committee in 1955 recommended the expansion and
strengthening of the field service phase of ASTIA's operation. The
Director of ASTIA has developed plans to open Branch Offices in Dallas
and Boston. The requirement for an Atlanta office is under consid<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>